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Session	  format	  	  Our	  55-­‐minute,	  interactive	  session	  on	  Patron	  Driven	  Acquisition	  (PDA)	  is	  designed	  to	  share	  experiences	  and	  invite	  discussion.	  	  It	  is	  structured	  as	  a	  series	  of	  loops.	  	  	  Each	  iteration	  contains:	  	  
• Slides,	  outlining	  aspects	  of	  PDA	  –	  which	  will	  generate:	  	  
o Questions	  from	  the	  audience,	  addressed	  by	  the	  panel;	  and	  
o PDA	  story-­‐telling	  by	  the	  audience,	  prompting	  general	  discussion.	  	  Slides	  cover:	  	  
• What	  is	  PDA	  
• Why	  use	  PDA	  
• Details	  of	  implementations	  at	  UQ,	  QUT,	  and	  three	  Australian	  state	  libraries	  (NSW,	  Queensland,	  and	  Victoria);	  includes	  usage	  and	  costs	  
• Challenges	  
• Lessons	  learned	  
• Tips	  
• The	  disruptive	  nature	  of	  PDA	  to	  the	  traditional	  library	  model.	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The	  session’s	  focus	  is	  on	  ebook	  PDA.	  We	  will	  also	  touch	  on	  our	  experiments	  with	  print	  and	  video	  PDA.	  
	  
What	  is	  PDA	  	  The	  Patron	  Driven	  Acquisition	  (or	  less	  commonly,	  Patron	  Driven	  Access)	  model	  is	  also	  known	  as:	  	  	  
• Patron	  Driven	  Demand	  
• Patron	  Driven	  Lease	  
• Patron	  Initiated	  Demand	  
• Patron	  Initiated	  Acquisition	  
• Patron	  Initiated	  Purchase,	  and	  
• Demand	  Driven	  Acquisition.	  	  The	  model	  typically	  offers:	  	  
• Ebooks	  only	  
• Print	  books	  only	  (may	  be	  in	  conjunction	  with	  Print	  on	  Demand)	  
• Ebooks	  and	  print	  (if	  ebook	  not	  available),	  or	  	  
• Video	  only.	  	  Operating	  as	  a	  digital	  bookstack,	  PDA	  is	  about	  just	  in	  time	  acquisition,	  not	  just	  in	  case.	  	  Features	  of	  the	  model	  include:	  	  
• Buffet-­‐style	  selection	  of	  titles	  (visualize	  picking	  from	  multiple	  bain	  maries),	  versus	  ordering	  from	  a	  limited	  a	  la	  carte	  menu	  	  
• Authorised	  patrons	  as	  selectors	  of	  book	  purchases/	  loans	  
• Point	  of	  need	  acquisition	  
• Responsive	  collection	  development	  
• MARC	  records	  for	  unpurchased	  titles	  loaded	  into	  the	  library	  catalogue,	  selected	  through	  profiles	  
• Libraries	  charged	  for	  purchases/	  loans	  only	  when	  titles	  are	  accessed	  
• High	  return	  on	  investment	  (ROI),	  as	  all	  paid	  content	  is	  used.	  	  Titles	  are	  auto-­‐purchased	  on	  use,	  or	  available	  on	  Short	  Term	  Loan	  (STL).	  	  Each	  loan	  attracts	  a	  percentage	  of	  the	  purchase	  cost,	  e.g.	  10%,	  with	  each	  use.	  	  STLs	  may	  automatically	  trigger	  a	  purchase	  following	  X	  uses.	  For	  example,	  if	  set	  at	  three	  uses	  –	  the	  third	  will	  trigger	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purchase.	  Here,	  the	  title	  cost	  will	  equal	  120%	  of	  the	  title’s	  listed	  price.	  	  	  Esposito1	  calls	  it	  a	  ‘phenomenon	  of	  academic	  libraries’,	  however,	  PDA	  remains	  a	  rapidly	  evolving	  area.	  NetLibrary	  (now	  subsumed	  into	  eBooks	  on	  EBSCOhost)	  was	  the	  first	  aggregator	  PDA	  ebook	  platform	  to	  emerge,	  in	  1998.	  	  	  Other	  players	  are	  MyiLibrary	  (Ingram),	  EBL	  (Ebook	  Library),	  and	  ebrary	  (now	  owned	  by	  ProQuest).	  	  Publishers	  (e.g.	  Elsevier)	  are	  starting	  to	  offer	  ebook	  PDA.	  	  Kanopy,	  a	  supplier	  of	  online	  video,	  has	  forayed	  into	  streaming	  video	  PDA.	  EBSCO	  is	  entering	  the	  journal	  article	  PDA	  arena	  with	  AccessNow.	  	  In	  the	  fiscally-­‐challenged	  library	  environment,	  PDA	  is	  a	  key	  tool	  in	  a	  swag	  of	  many,	  directly	  maximizing	  a	  collection’s	  ROI.	  Remember,	  every	  title	  paid	  for	  has	  been	  accessed	  at	  least	  once.	  	  	  This	  contrasts	  with	  multiple	  studies	  of	  librarian-­‐selected	  print	  collections,	  demonstrating	  poor	  ROI.	  A	  recent	  example	  (Fischer,	  20122),	  shows	  that	  80%	  of	  titles	  at	  the	  University	  of	  Iowa	  Libraries	  did	  not	  circulate	  in	  the	  first	  year.	  Only	  50%	  circulated	  10	  years	  after	  acquisition.	  	  
Why	  use	  PDA	  	  This	  session’s	  speakers	  belong	  to	  large	  institutions,	  with	  big	  budgets.	  However,	  we	  believe	  our	  experiments	  are	  scalable,	  and	  know	  that	  the	  type	  of	  library	  influences	  the	  model’s	  success.	  	  With	  this	  in	  mind,	  reasons	  to	  employ	  PDA	  can	  include,	  that	  it:	  	  
• Introduces	  and	  exposes	  a	  lot	  of	  content	  for	  a	  lower	  start	  up	  cost,	  quickly	  
• Allows	  ‘try	  before	  you	  buy’,	  replacing	  some	  ILL	  costs	  
• Claws-­‐back	  dwindling	  book	  budgets	  
• Ensures	  all	  paid	  content	  is	  used	  (worth	  repeating!)	  
• Rations	  scarce	  funds	  through	  STL,	  by	  paying	  less	  for	  lesser	  used	  items,	  and	  more	  for	  higher	  used	  items	  
• Broadens	  collections	  with	  available	  titles,	  as	  there	  is	  no	  out-­‐of-­‐print	  risk	  
• Reduces	  library	  workload	  by	  dealing	  with	  an	  aggregator,	  and	  not	  multiple	  individual	  publishers	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• Allows	  a	  reduction	  in	  the	  print	  collection	  footprint,	  making	  more	  library	  space	  available	  for	  repurposing	  
• Keeps	  libraries	  relevant	  in	  the	  Google	  Age,	  where	  ‘Generation	  Now’	  expects	  immediate	  access	  
• Involves	  libraries	  in	  student	  life	  –	  even	  if	  some	  titles	  are	  triggered	  for	  leisure.	  This	  is	  preferable	  to	  disengagement	  
• Decreases	  time	  librarians	  spend	  on	  individual	  title	  ordering,	  so	  they	  can	  focus	  on	  areas	  where	  vendors	  are	  not	  yet	  established	  (e.g.	  instruction,	  scholarly	  communication)	  
• Makes	  available	  high	  demand,	  but	  often	  excluded	  print	  materials	  such	  as	  test	  preparation	  workbooks	  –	  prone	  to	  go	  missing/	  be	  annotated	  
• Fills	  gaps:	  e.g.	  interdisciplinary	  studies,	  subjects	  outside	  LC/	  Dewey	  ranges,	  tangential	  topics,	  emerging	  areas,	  background	  works;	  and	  by	  meeting	  the	  needs	  of	  non-­‐primary	  users	  
• Meets	  short	  term	  needs,	  via	  STL.	  	  	  
Our	  PDA	  experiments	  	  
UQ:	  	  
• Driver	  for	  experiment:	  to	  offer	  greater	  and	  wider	  student,	  academic	  and	  researcher	  access	  to	  ebooks;	  in	  keeping	  with	  the	  University’s	  e-­‐preferred	  mandate	  
• Three	  year	  trial	  -­‐	  year	  1:	  PDAs	  with	  ebrary	  (2011);	  year	  2:	  EBL	  (2012);	  and	  year	  3:	  multiple	  vendors	  via	  Yankee	  Book	  Peddler	  (YBP)	  (2013)	  
• Upfront	  allocation	  of	  funds,	  using	  deposit	  accounts	  	  
• Few	  subject	  areas	  excluded	  	  
• Non-­‐tertiary	  audience	  levels	  excluded	  
• EBL’s	  STL	  option	  set	  at	  purchase	  on	  the	  second	  access.	  Auto-­‐purchase	  only	  for	  ebrary	  
• In	  2013,	  trialing	  print	  PDA	  in	  two	  subject	  areas.	  	  
	  	  
Auto-­‐purchase	  titles	  triggered	  (UQ)	  2011	   Ebrary	   3,919	  2012	   EBL	   7,443	  	  
	  
MARC	  records	  loaded	  (UQ)	  2011	   Ebrary	   17,500	  2012	   EBL	   69,246	  	  
Titles	  re-­‐used	  after	  purchase:	  in	  same	  year	  (UQ)	  2011	   Ebrary	   86.2%	  2012	   EBL	   97.7%	  (EBL	  PDA	  concluded	  19th	  October	  2012.	  Figures	  are	  totals	  for	  2012).	  	  	  	  
QUT:	  
• Driver	  for	  experiment:	  easy	  means	  to	  get	  started	  with	  ebooks,	  in	  a	  transformational	  way	  
• PDA	  with	  EBL	  since	  2007	  
• 2006-­‐onwards	  collection	  
• Now	  via	  James	  Bennett,	  to	  offer	  added	  integration	  with	  print	  selection	  and	  cataloguing	  services.	  Titles	  matched	  against	  Profiled	  Standing	  Orders	  to	  select	  e-­‐preferred.	  ‘Wait’	  periods	  for	  availability	  of	  ebook	  over	  print	  varies	  between	  subject	  areas	  
• EBL’s	  STL	  purchase	  trigger	  invoked	  on	  the	  fourth	  use	  (regular	  analysis	  conducted)	  
• Even	  though	  librarians	  try	  hard	  to	  select	  content	  that	  will	  be	  used,	  analysis	  of	  EBL	  usage	  statistics	  over	  six	  years	  demonstrates	  that	  PDA	  selections	  are	  8	  to	  10	  times	  more	  likely	  to	  be	  re-­‐used	  than	  content	  selected	  by	  firm	  order	  (just	  in	  case	  model)	  
• Over	  summer	  2012/2013,	  tested	  a	  video	  PDA	  using	  Kanopy.	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EBL	  Titles	  Re-­‐Used*	  After	  Purchase	  (QUT)	  
Owned	  EBL	  
Usage	   Total	  No.	   No.	  Used	  YTD	  (29/11/2012)	   %	  Used	  YTD	  (29/11/2012)	  Total	  Owned	  (Since	  2005)	   15,115	   10,388	   68.7%	  Purchased	  In	  or	  After	  2010	   9,524	   7,292	   76.6%	  Purchased	  YTD	  (29/11/2012)	   2,941	   2,792	   94.9%	  
*	  ‘Used’	  refers	  to	  any	  kind	  of	  use	  –	  Browse,	  Read	  Online,	  or	  Download	  	  	  
	  	  	  
	  QUT	  auto-­‐purchases	  to	  29/11/12:	  2,501	  QUT	  MARC	  records	  loaded	  in	  2012:	  71,471	  	  
State	  Libraries	  (NSW,	  Queensland,	  and	  Victoria):	  
• Goal	  for	  experiment:	  to	  replace	  overseas	  print	  collecting	  in	  all	  three	  State	  Libraries	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• All	  trialled	  EBL,	  with	  differing	  content	  selection	  
• SLQ	  –	  no	  purchasing,	  STL	  only	  (various	  periods).	  No	  renewals	  
• SLV	  &	  SLNSW	  –	  immediate	  purchase,	  no	  STLs	  
• SLQ	  –	  full	  level	  Australiana	  MARC	  records	  a	  priority	  (upgraded	  in-­‐house)	  
• SLQ	  -­‐	  usage	  across	  all	  subjects;	  definite	  increase	  at	  ‘assignment’	  time	  
• SLQ	  -­‐	  few	  troubleshooting	  queries	  from	  patrons.	  	   	  	  
Browsing	  (SLQ)	  Sep	  2011-­‐	  Dec	  2011	   EBL	   	  	  4,258	  Jan	  2012	  –	  	  Oct	  2012	   EBL	   24,965	  	  
	  
MARC	  records	  loaded	  (SLQ)	  Jun	  2011-­‐	  	  Dec	  2011	   EBL	   26,580	  Jan	  2012	  –	  	  Oct	  2012	   EBL	   57,256	  	  
Short	  term	  loans	  (browsed	  then	  read	  online	  
or	  downloaded)	  (SLQ)	  Sep	  2011	  –	  	  Dec	  2011	   EBL	   	  	  	  1,961	  Jan	  2012	  –	  	  Oct	  2012	   EBL	   12,217	  	  
Challenges	  	  Our	  experiments	  have	  been	  very	  successful	  and	  we	  plan	  to	  continue	  with	  PDA.	  	  However,	  there	  are	  challenges.	  	  These	  include:	  	  
• Variable	  MARC	  records,	  which	  affect	  discovery	  
• Duplication	  of	  already	  owned	  ebook	  content	  
• Duplication,	  when	  operating	  different	  PDAs	  with	  more	  than	  one	  vendor	  
• Availability	  of	  new	  titles,	  perhaps	  as	  low	  as	  30%	  (Lugg3,	  2011)	  
• Age	  of	  available	  editions	  –	  would	  you	  buy	  them	  in	  print?	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• Non-­‐availability	  of	  etextbooks	  as	  publishers	  protect	  print	  sales,	  probably	  equal	  to	  40%	  of	  their	  revenue	  (Esposito1)	  	  
• Known	  texts	  often	  not	  available	  	  
• ILL	  restrictions	  
• Ebook	  flatness	  –	  especially	  if	  PDF	  format	  	  
• Inconsistent	  licensing	  between	  PDAs	  	  
• Different	  needs	  of	  students	  compared	  to	  researchers	  (e.g.	  multiple	  versus	  single	  user	  access)	  
• Variable	  availability	  in	  subject	  areas	  –	  science,	  technology,	  medicine	  and	  social	  sciences	  are	  well	  served;	  humanities	  are	  not	  (a	  common	  problem	  being	  the	  rights	  management	  of	  images)	  
• Changed	  acquisitions	  workflows	  
• Money	  can	  be	  spent	  faster	  than	  expected.	  Budget	  blow-­‐outs	  were	  experienced	  by	  early	  adopters	  (elsewhere)	  
• Variable	  user	  experience	  across	  platforms.	  	  
Lessons	  learned	  	  Some	  key	  lessons:	  	  
• Communicate	  often	  with	  colleagues:	  PDA	  is	  disruptive;	  not	  all	  will	  embrace	  it	  
• Be	  clear	  regarding	  your	  PDA:	  its	  goals,	  benefits,	  details,	  and	  refinements	  
• Publish	  lists	  of	  triggered	  titles	  –	  to	  inform	  librarians	  
• Issue	  reports	  via	  presentations,	  and	  in	  writing	  	  
• Start	  small	  to	  medium.	  Plan	  a	  staged	  approach	  to	  help	  manage	  the	  money	  	  	  
• Watch	  the	  billing	  –	  titles	  may	  (illogically)	  trigger	  above	  or	  below	  set	  threshold	  prices	  	  
• Expect	  to	  tweak	  profiles	  –	  e.g.	  price	  thresholds,	  publication	  years,	  publishers,	  subjects	  
• Previous	  use	  is	  the	  best	  indicator	  of	  future	  use	  
• Items	  used	  a	  few	  times	  will	  inevitably	  be	  purchased	  outright	  
• A	  UQ	  issue:	  titles	  on	  reading	  lists,	  and	  EBL’s	  Non-­‐Linear	  Lending	  model	  (365	  uses	  per	  licence;	  single	  user):	  uses	  can	  be	  exhausted	  rapidly.	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Tips	  for	  those	  contemplating	  PDA	  	  We	  offer	  the	  following:	  	  
• Start	  now,	  rather	  than	  later:	  PDA	  engages	  patrons	  
• Limit	  to	  recent	  years	  (e.g.	  3)	  
• Get	  senior	  management	  buy-­‐in.	  No	  executive	  support	  =	  compromised	  longevity	  	  
• Expect	  resistance	  	  
• Profiling	  is	  king	  –	  be	  clear	  from	  the	  outset.	  Who	  is	  the	  PDA	  to	  serve?	  	  
• If	  using	  one	  platform,	  select	  the	  most	  appropriate	  to	  your	  needs.	  Each	  has	  limitations.	  Canvass	  your	  colleagues	  	  
• Set	  a	  budget.	  Stick	  to	  it.	  Print	  loans	  will	  decrease;	  budget	  less	  on	  print	  
• Forward	  plan:	  what	  if	  you	  run	  out	  of	  money	  early	  –	  or	  have	  too	  much	  left?	  
• Be	  clear	  as	  to	  why	  you	  are	  undertaking	  PDA.	  To	  provide	  greater	  discoverability	  and	  access?	  To	  save	  space?	  To	  save	  money?	  
• Integrate	  with	  your	  book	  vendor	  processes	  
• Keep	  crunching	  usage	  figures	  –	  what	  is	  your	  PDA’s	  ROI?	  	  
• Review	  reports	  monthly	  so	  you	  are	  on	  top	  of	  the	  trends	  (no	  surprises!)	  
• STL	  and	  auto-­‐purchase?	  If	  STL,	  what	  is	  your	  appropriate	  purchase	  trigger	  point?	  	  
• Have	  full	  MARC	  records	  delivered	  –	  at	  first	  STL	  or	  at	  auto-­‐purchase	  
• Exclude	  rapidly	  moving	  areas	  such	  as	  IT.	  If	  not	  a	  public	  or	  state	  library,	  consider	  excluding	  self-­‐help	  manuals,	  fiction,	  some	  languages	  
• Establish	  your	  comfort	  level	  regarding	  the	  duplication	  of	  already	  owned	  print	  and	  e,	  with	  the	  PDA	  
• Will	  your	  librarians	  mediate	  requests?	  If	  so,	  all?	  Or	  only	  titles	  over	  a	  certain	  amount?	  	  
Print	  and	  video	  experiments	  	  QUT’s	  summer	  2012/2013	  trial	  of	  streaming	  video	  PDA	  on	  Kanopy	  involved	  the	  Library	  selecting	  500	  likely	  relevant	  and	  usable	  titles.	  Records	  were	  loaded	  to	  the	  catalogue.	  Student	  use	  of	  a	  title	  (on	  first	  use)	  triggered	  a	  charge.	  Kanopy	  applied	  a	  flat	  lease	  price	  for	  one	  year	  access	  after	  the	  initial	  trigger.	  Used	  titles	  (and	  others)	  can	  be	  made	  available	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via	  PDA	  in	  subsequent	  years.	  The	  benefit	  is	  that	  titles	  are	  leased	  only	  when	  there	  is	  use.	  	  	  Please	  see	  QUT’s	  poster	  submission	  for	  more	  details	  and	  up	  to	  date	  usage	  statistics.	  	  UQ	  is	  experimenting	  with	  limited	  print	  PDA	  via	  YBP	  in	  2013.	  Two	  subject	  areas	  were	  selected,	  one	  in	  humanities	  and	  one	  in	  social	  sciences.	  A	  drawback	  to	  print	  PDA	  is	  delayed	  request	  fulfillment.	  	  To	  minimize	  the	  inclusion	  of	  out-­‐of-­‐print	  titles,	  books	  must	  be	  published	  in	  the	  last	  six	  months.	  In	  future,	  the	  combination	  of	  PDA	  with	  Australian-­‐based	  PoD	  (print	  on	  demand)	  machines	  will	  make	  print	  PDA	  more	  effective	  by	  decreasing	  delivery	  time.	  More	  detail	  on	  UQ’s	  print	  PDA	  will	  be	  provided	  at	  the	  session.	  	  
The	  disruptive	  nature	  of	  PDA	  to	  the	  traditional	  library	  model	  	  The	  PDA	  model	  is	  controversial.	  It	  disrupts	  long-­‐held	  library	  value	  propositions	  about	  roles,	  collections	  and	  expert	  selection	  by	  librarians.	  	  This	  affects	  acceptance	  of	  the	  model	  by	  librarians	  who	  place	  collection	  development	  at	  the	  core	  of	  their	  professional	  function.	  	  	  	  However,	  do	  these	  matters	  speak	  mainly	  to	  research-­‐intensive	  academic	  libraries?	  We	  anticipate	  this	  session	  will	  inform	  debate.	  	  	  	  We	  include	  some	  possible	  points	  of	  discussion,	  as	  an	  appendix.	  Come	  share	  your	  thoughts.	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Appendix	  
	  
The	  disruptive	  nature	  of	  PDA	  to	  the	  traditional	  library	  model:	  
some	  conversation	  starters	  
	  In	  the	  Google	  Books/	  Project	  Muse/	  JSTOR/	  HathiTrust	  era,	  is	  the	  library	  collection’s	  role	  to:	  
• Preserve	  scholastic	  thought?	  	  
• Build	  monuments	  to	  civilization?	  
• Be	  timeless?	  	  	  What	  of	  supporting	  the	  institution’s	  broader	  educational	  mission?	  Does	  PDA:	  
• Address	  only	  an	  immediate	  performance	  need,	  not	  the	  long-­‐term	  learning	  strategy?	  
• Give	  too	  much	  prominence	  to	  transient	  student	  needs?	  	  Does	  outsourcing	  selection	  to	  patrons:	  
• Introduce	  bias,	  which	  undermines	  the	  quality	  of	  collections?	  
• Promote	  a	  ‘Hollywood’	  mindset,	  where	  only	  ‘hot’	  or	  trending	  topics	  are	  collected?	  
• Result	  in	  lopsided,	  haphazard	  collection	  building?	  	  	  Why	  can’t	  patrons	  be	  trusted	  to	  select	  for	  their	  own	  needs?	  	  	  What	  is	  the	  point	  of	  building	  an	  unused	  collection	  that	  ignores	  patrons	  needs?	  	  Does	  any	  of	  this	  matter,	  when	  deficiencies	  can	  be	  corrected	  later?	  	  Anderson4	  notes	  that	  libraries	  have	  only	  ever	  selected	  a	  tiny	  and	  inconsistent	  sliver	  of	  scholarly	  publication,	  not	  the	  entire	  corpus.	  	  Books	  are	  added	  ‘speculatively’	  with	  respect	  to	  future	  needs.	  Librarians	  may	  know	  the	  areas,	  but	  not	  necessarily	  the	  exact	  books	  that	  will	  be	  of	  use.	  	  	  Print	  circulation	  studies	  confirm	  Anderson’s	  opinion.	  	  Our	  ebook	  usage	  analyses	  show	  that	  patrons	  are	  much	  better	  at	  selecting	  resources	  that	  will	  be	  used	  again	  -­‐	  at	  QUT,	  eight	  to	  ten	  times	  more	  likely.	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However,	  no	  model	  is	  perfect.	  By	  adding	  direct	  user	  input	  at	  the	  time	  of	  need,	  PDA	  can	  be	  seen	  as	  ‘a	  front-­‐end	  alignment’,	  the	  process	  that	  assures	  that	  a	  car	  steers	  and	  handles	  appropriately	  (Lugg3).	  	  Do	  you	  agree?	  	  We	  believe	  PDA	  to	  be	  a	  critical	  tool	  in	  today’s	  fiscally	  challenged	  climate.	  Do	  you?	  	  	  
References	  	   3. Lugg,	  R.	  Front-­‐end	  alignment.	  Sample	  &	  Hold	  (blog).	  30	  July	  2011.	  4. Anderson,	  R.	  What	  patron-­‐driven	  acquisition	  (PDA)	  does	  and	  doesn’t	  mean:	  an	  FAQ.	  The	  Scholarly	  Kitchen	  (blog).	  31	  May	  2011.	  	  	  
